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Spectrum Health Hospitals — Grand Rapids

Shared Governance Structure
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Unit-based Shared Leadership Councils

= Each nursing unit/area has a unit-based shared leadership
council led by a staff nurse

= [ he focus of unit-based shared leadership councils is to
develop, implement and evaluate unit-specific goals related to:

Organizational and operational plans
Nursing practice standards

Quality of care

Patient, physician and staff satisfaction

10



SPECTRUMHEALTH ¥

Unit-based Shared Leadership Councils
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Membership

Chair and Vice Chair are elected by council members
Council membership may include:

Staff nurses

Nursing support staff

Unit Secretaries

Nurse Manager

Educator

Clinical Nurse Specialist

Director

...and other disciplines as determined by the unit council (e.qg.
pharmacists, physicians, physical therapists, etc.)
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Unit-based Shared Leadership Councils

= Structural Expectations
Meetings are held monthly
Meetings are facilitated by council chair (staff nurse)
Nurse manager serves as advisor during the meeting
Agendas are prepared in collaboration with the manager
Minutes are distributed to staff as determined by council

= Structural Propositions
Structure may be adapted to individual unit needs
Administrative assistant designated to record minutes
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Unit-based Shared Leadership Councils

= Unit council foundation
Council ground rules
Member expectations
Chairperson expectations
Manager expectations
Council goals
Determined by council members

Communicated with Central Shared Leadership
Council on an annual basis
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Roadmap for Unit Council Growth

= Unit Council Chair Assessment

= Baseline of Unit-based Shared Leadership Councils
= Strengthening Team

s Strengthening Interventions

= Additional Chair Support

= Outcomes

= Unit Council Upward Trajectory
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Unit Council Chair Assessment

= Assessment tool developed and disseminated to council
chairs in effort to capture current state

= |[dentified baseline strengths and opportunities for growth
among unit-based councils

= Unit council condition and common themes detected from
assessment results

= Garnered team of central council members to address
identified areas for improvement
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Baseline of unit-based shared leadership councils

= Unit council condition
70% units reported functioning councils
30% units reported absence of council activity

= Five themes of opportunity
Structure and Leadership Support
Unit-based Participation
Goals and Tools
Communication
Education and Resources
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Strengthening Team

= Survey results were shared with council chairs

= Subgroup of council chairs convened to address themes
Purpose

Team members identified methods to strengthen and provide
support to unit-based shared leadership councils and
respective chairs to elevate engagement and empowerment

Common goals: passion, pride and desire to make a difference

Peer — to — peer support and templates shared among unit
council chairs

= Functioning councils suggested tools, ideas and resources to
support unit councils
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Strengthening Interventions

= [oolkit creation
Addressed five main areas

Facilitation skills and tools were utilized to organize team
suggestions and ideas

Members agreed to pursue written guidelines and
templates in the form of a toolkit

Toolkit development occurred over 8 - month period
Timeline established for toolkit production

...does this sound “fishy”?
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Strengthening Interventions - Fishbone

Communication

Expectations &

Accountability
Narrative: unit communication

Communication tree

Grid of dates, times,
locations for UBSLC meetings

Meeting minutes

Using approved agenda, minutes,
attendance record templates

Shared Governance bylaws, star diagram

UBSLC Chair monthly hour
allocation support

Meeting facilitation skills

Define
Robert’s Rules of Order membership

How to
Set goals

Member examples

participation
Attracting
new members

| Education | Participation

Goal Setting

[
»

AIM Statement: Strengthen
Unit-based Shared
Leadership Councils

SMART objectives

Tools: PDSA Cycle,
Change management,
timelines, charts, fishbone
diagrams
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Strengthening Interventions - Toolkit

Structure and Leadership Support — Chapter One

= Council Structure

= How Can Shared Governance Strengthen the Unit?
= Unit Leadership Expectations

s Member and Council Accountability

m Spectrum Health Nursing Shared Governance Model

= Spectrum Health Nursing Shared Governance Bylaws
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Strengthening Interventions - Toolkit

Unit-based Participation — Chapter Two

= Council Membership

= Member Recruitment

= Welcoming New Members

= Optimizing Member Participation
= 80% Participation Guideline

= Living examples provided by Unit Councils
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Strengthening Interventions - Toolkit

Goals and Tools — Chapter Three

s Goal Setting Strategies
Brainstorming
Goal Setting
Communicating Unit Goals

= Fishbone Diagram Overview

= Plan, Do, Study, Act Overview

= Establishing and Developing SMART Obijectives
= Change Management Tools

s Living examples provided by Unit Councils
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Strengthening Interventions - Toolkit

Communication — Chapter Four

= Publish Membership Roster and Meeting Calendar

sCouncil Communication
Decisions
Agendas
Minutes

s Living examples provided by Unit Councils
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Strengthening Interventions - Toolkit

Education and Resources — Chapter Five

= Robert’s Rules
= Evidence-based articles derived from nursing publications

= “"Time Cards” for meeting management
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Additional Chair Support

s Proposed and received Spectrum Health Foundation grant to waive
council members’ professional organization membership dues

s Proposed and received monthly hour allocation for unit-based
shared leadership chairs, resulting in system wide financial plan
alterations

= Development Day (annual event)
Professional growth and development
Council member panel discussion
Author David Maxfield delivered Influencer message
Council chairs received signed copies of Influencer
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Additional Chair Support
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=1:1 Interaction and Mentoring

= Monthly Open Forum
= Unit Council Spotlights

s Evidence-based Practice approach
Journal articles
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Outcomes

Shared Leadership Growth and Expansion

=39/55 intact unit councils — July 2007

m 46/55 intact unit councils (84%) — April 2008

= 52/55 intact unit councils — December 2008
= 54/55 intact unit councils — March 2009

= 55/55 intact unit councils — May 2009
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Outcomes — Unit-based Shared Leadership Council Development
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Unit-based Shared Leadership Council Growth

—— Unit-based Shared Leadership Councils
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Unit Council Upward Trajectory

Unit Council Progress
Urgent Care
Residency Specialty Clinics
Adult Critical Care
Lake Drive Surgery Center

Future Unit Council Development

Augment decision making opportunities at the unit level

Develop finance curriculum to integrate decision making

opportunities with financial planning, unit-based capital
requests
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Lessons Learned

= A common cause among councils has strengthened
shared governance

= Council growth has led to positive culture changes
= Positive culture impacts satisfaction and retention

m It all comes down to relationships
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